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X would aavise that the whole problem o£ concurrence in CIA 
intelligence estimates has been end still is under review* As the ■ 
arrangement now operates, it is unsatisfactory for the Intelligence 
area of the Department and is undoubtedly a major cause of the 
difficulties which you have experienced in connection with CIA re- * 
ports* The particular report to which you referred falls into the 
category of current intelligence (as opposed to coordinated intelli- 
gence) and is not, fr? t.h* Department prior to, issuance* 

This we are trying to correct, uur intelligence analysts took serioi 
exception to this report, even as did you* We are notifying CIA of 
our disagreement with the report, including your c cements* 

The related problem of concurrence in CIa reports which are sub- 
mitted to the department prior to issuance is also under review, and 
we hope to be able to improve the system so that any intelligence 
estimate which is given top governmental circulation will rofloet the 
views of the Department where appropriate. 



I need hardly say that we agree entirely that no intelligence 
estimate, whether it be CIA or State, should noimally imply an evalu- 
ation of current policy, but if it does, it should have the positive 
coicurrence of the appropriate office in the Department* It is furth 
more our firm intention that, whether in the production of our own in 
telligonce reports or in connection with concurrences in CIa coordina 
intelligence reports, the resources of the geographic offices should 1 
thoroughly utilized* 

For yoi| 
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For jour information we are attaching a draTt or a working 
paper prepared in our Division® which goes Into the intricacies 
oi the concurrence problem* 


W* Park Armstrong, Jr. 
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cc:' 0 - Kr* Wilds 
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* THE PnLBiatt Or COKCUrati^Ghi> I X CIA PA^r^ 


'. here has been Increasing evidence of Departmental concern vtith respect 
to principles and practices under which CIA reports and estimates are pre- 
pared and issued, especially those which bear a statement of concurrence or 

»7 

dissent by R* This memorandum, therefore, will undertake to discuss present 
procedures and to indicate so*r.e of the problems associated with the theory 

practice of producing so-called National, 11 or Joint inter-agency, intelli- 
gence . 

Io Sasic Direct jvss 

% 

The Directives of the Rational Security Council impose upon CIA 
the responsibility to produce "national intelligence" (NSC ID 1), which is 
d-siintd as integrated departmental intelligence that covers the broad aspects 
of national policy, is of concern to more than one department, and transcends 
the exclusive competence of any one department (NSCIi) 3) , Under the same 
directive, the State Department, through its organization for Research and 
Intelligence, is prl^riay responsible for the production of intelligence in 
the political, sociological and cultural fields, and in certain aspects of 

the economic field# National Intelligence (with certain exceptions below notec) 

► 

must* carry a notation of participation by the Intelligence agencies of State, 
Army, Navy and Air, either in the form of a "concurrence," or a statement of 
"dissent," with reasons therefor (DCI 3/2). 

II. P roduction Procedures 

The inter-departmental agreements "hich re;;ulate the production of 

National Ihtej-ligence, arrived at after long and arduous discussions, are 

* 

designed to insure maximum participation by the departments and consequently . 

■ ■ * • ■ 
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a nin^mma duplication of effort on the part of CIA* Thus, technically: 

( x) Cl A shoulu undertake national in thrill sene e projects only when 
they concern the Intelligence responsibilities of more than 
one department* 

(2) CL* should refer to the appropriate department any seLl-conceived 
or requested intelligence project which lies wholly within that 
department 1 s functional field of responsibility. 

(3) CIA should utilise or request finished departmental intelligence 

reports in preparing national intelligence, which thus should be 

* 

a fusion of contributions from the specialized agencies* 

(A) CIA should initiate a project only after joint consultation and 
planning (including agreement as to priorities} * 

(5) CIA should submit finished drafts for the concurrence or dissent 
of euch of the four departmental intelligence cgt .circ. 


HI. Concurrence Procedures 

The procedures required to put into effect point (5) above are cf 
primary interest to the Department, and merit treatment in further detail: 

(1) Agencies may act upon CIa drafts in only three 7?ays: (a) con- 

currence, (b) dissent, or (c) specification that the subject lies 
wholly outside ths agency* s Held of res*. onaibi-Liiy. Dissent 
implies the right of the agency to include in the final paper a 
formulation of its objections* 

(2) Every effort is made to achieve agreement, so aq to avoid split 
papers. CIa v f e lcomes incidental coasuent even when the agency con- 
curs. If an agency dissents, CIA always meets with its representa- 
tives to discuss differences and to resolve, or at least mi nimi ze 











(2) Dissent is persisted in cr.xy if the point at issue ia ccnsi 

substantial by the agency, or to be misleading to a degree that 

is dangerous* To prevent infinite haggling over details, the v?ord 

"substantial” is highly e.qphasized; form of presentation, wording, 

and non-essential inaccuracies are not the responsibility of con— 

curring agencies nor a basis for dissent* 

(4) R endeavors to represent a departmental position In broad tens by 

consulting policy officers whenever an analyst detects In a CIA 

draft points which he knows to be, or thinks conceivably might be, 

of major concern to them* 

IY. Probleum with CIA 

« 

kanifestly, the organization required to bring to bear upon National 
Intelligence the best experience of all relevant experts must be eiuoorate. In 
the cry, the principles and procedures indicated above should cuiTIce. In prao'-V’i 


. ^ 
- 


V 


however, a number of pronxems remain cnly p^rtial^y solved and soie &R0.vltd«re : 

may enable the Department to contribute towards a solution, or at least to understcj 
the difficulties of the present situation. 

(1) In interpretation of the National Security Act and NSC Directives, the 

» * __ ______ 

Director of CIA produces so-called "current intelligence "ffreports 

which, for the stated reasons of urgency and ti LeUness , are prepared 

and distributed without prior departmental clearance. Such reports 

include the Daily and Weekly CIA Summaries, the monthly '’Review of 

the Yiiorld Situation" (requested by NSC) , and occasional "Special 

Evaluations" and "Intelligence kemoranda." Although R is willing 

to cut red tape as far as possible to permit speedy product! on r 

it is likely that a satisfactorily quick concurrence process 

for / . 

♦"ffurreht intelHgenc_* , *-i8 defined as nhet spot information or intelligence of all 
types and forms of, immediate interest and value to operating pr policy staffs, which 
is used by them^/Usually without- Um delays Incident, to complete evaluation or in- 
terprctation^CNSCID 3) » 
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f : r r\it sr.'.rl cf this type v.HL be difficult. /. possible, rrr. „ . 
s L-i.i ar.iy unsatisfactoiy solution will be to try to arrange for 
psst-facto circulation of dissenting statements to the sane 
list of recipients if any paper arouses serious disagrees:'.*-,!. 

(2) Tue Director of CIA, acting for the NSC, controls the distribution 
of CIA reports. Distribution varies, but most reports, coordinated 
or otherwise, reach very high executive levels as well as rainy 
areas of govermient. Clearly an ad fitment of dJ ssesdnation >fte: 
resolves problems associated with "sensitive* material, but to 
arrange for joint control* vr^th an independent agency is, :f cc *: 4 ; 




participation in the 1 — unin - and production of papers offffrv 


siffbcaent ascu'tnc**: cf ccrrrinting .CIA papers -..ith cic'e. 

positions. 

(3) Instead of preparing national int diligence from finished intelli- 
gence papers contributed by departmental agencies, ClV^H! u luilly 
develops its reports froa dopartmentaliaw materials— cables, dts- 
patch- s and the like — and has built up a large staff for this 
purpose, Originally developed to Liset CIa’s responsibility ftr 
surveying and evaluating departmental intelligence production, 
later increased to handle marginal projects which departmental 
staffs were unable to undertake, this growing staff has inevitably 
Itself advanced into the field of original production. It nuct be 
frankly stated that the consequent overlap and duplication are far 
extensive in the fields of responsibility of the Department 
cf State than in those of the military. Hie central problem 
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ravolves trsund this OHH staff, Thic* produce? criminal papers 
iron: much tnc same raw materials that E uses* Essential aspects 
of this problem are: 

ja* Finished drafts often arrive in E with urgent deadline* 
for action, *hich may interfere with going commitments 
for work undertaken by S for the Department* Until some 
arrangement is made for agreement u^on joint priorities in 
the initiation of such drafts, this probl«an of scheduling 
work in concurrences within the Departments will continue 
to bo bothersome* 


Drift, f come to £ frc\m Cli in finish w ~i.r 


vioiiiOy unseen by Departmental analysts* 


. ind often pre- 
In consequence 3 


ir, ir difficult and time-consu'lx to lYVci chirks in 

the general quality, basic assumptions , or '"slant 1 * of the 
papers - in other words, to re-write rather than to correct 
occasional factual details* The only successful solution 
will be for CIA to combine its papers out of draft contribu- 
tion sf from the departments, with appropriate consultations 
between departments at the outset, to insure agreement upon 
basic assumptions and approach* 

£* No adequate provision exists for consultation as to the need 
and desirability in term* of technical or policy considerations 
for a paper to be issued at all. The device of insisting upon 
a devastating dissent is difficult to use under conditions of 
inter-agency comity* 



V • Problem* 
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Problems within the Department 


E s t*blisliing ol l departmental position in concur;ences or dissents 
raises soue interesting question#: 

( J R faces the choice between overly burdening policy ofTicers with 

each paper or risking ignorance of pertinent Tact and policy* It 

» 

is now a rim principle that R will consult policy officers wh-m- 
ever there is any suspicion that they will be concerned, and R*s 
record in adjusting its aim papers to the requirements of the 
Department promises that this provision will suffice to coordinate 
Departmental views successfully. 

(2) The concept of what may be ’ 1 d an j : r c uoly misleading cannot, of 
course, be removed wholly from the realm of subjective judgment. 
n*s analysts themselves often worry cv^r the appearance of blanket 

conveyed by a cone ur i' i..* . . "« can only seek the coopeivtlm 

of the Department in endeavoring to distinguish between the essential 
and the unessential in criticizing CIA' papers. 

(3) Intelligence research, to be useful, must focus upon policy prcblers . 

* 

The danger is that it may intrude upon the formulation of policy. 

R makes every effort to correct any seeming tendency in its own or 
CIA 3 s papers to verge upon argument which recommends action. Clearly 
an exposition of facta* if thus controlled, of good quality, and 
limited in distribution as required by degrees of “sensitiveness, n 
can only be helpful to policy officers. ttiaunderstandings may arise, 
ho wove r, as, for example, when a minor position must be sacrificed 
because of broader considerations; presentation of the facts on this 
minor situation may look incompatible with the broad policy actually 
adopted* Clearly, too, many policies involve some letting of chips 
fall where they may; it is nonetheless desirable to have sound 


* intelligence / 
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intelligence on those chips* An understanding of the impersonal, 
non-ar yum en : a t i v c function of inte lli gence may htup tc overcome 
this complication. On the other hand, cccpc ration cf policy 
officers in maxing clear to R analysts their policy problems 
will allow d the better to insure that the analysis of a segment of 
any topic makes reference to the broader setting* 



Of the value of national intelligence which combines military and civilian 
points of view there shoulu be.no question* The organization for producing this 

intelligence is nsvf ar_\ subvert uc tbs usual yrcriny pains. It is. hoped vnat 
this memorandum will give policy officers of the Department insight into the 
zrttlemt in tr.ic fi It — .... ~ . __ then;* T:.o cJfittrt c; i mri him . 111 bt 


glad to else us s details try x timbers of the Department who have further 

que stions • 



